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Abstract  
The purpose of this thesis is to find out what motivates volunteers in the nonprofit 
world and what roles volunteer managers/coordinators play in motivating their 
volunteers.  This thesis finds that altruism is still an important factor that motivating 
volunteers but more and more volunteers are looking for extrinsic benefits that 
volunteering could bring to them. Six volunteers and six volunteer managers were 
interviewed to understand better behaviors and thoughts of volunteers and managers. 
This paper also examines how volunteer managers motivate their volunteers by using 
different methods. The findings may be useful to all nonprofit organizations that 
might not see the point of volunteering now; programs are poorly managed or want to 
know more about volunteers and their behaviors in the field. 
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Introduction 
Volunteers are valuable resources for nonprofit organizations. Most of the small 
nonprofit organizations have limited budgets, yet not so many of them do understand 
volunteers’ needs and have well-designed volunteer programs to motivate them and 
take advantages of these valuable resources. Based on the Bureau of Labor Statistics 
of the United States Department of Labor the volunteer rate remained steady as 62.8 
million Americans volunteered 7.9 billion hours in 2014 Based on the Independent 
Sector’s estimate of the average value of a volunteer hour ($23.07 in 2014), the 
estimated value of this volunteer service is nearly $184 billon. Of those volunteers, 
2.1 million (3.4 percent) individuals volunteered for organizations characterizing 
sport, hobby, cultural, or arts (Volunteering America, 2014). If nonprofit 
organizations could get help from those 2.1 million volunteers, a lot of dilemmas in 
the nonprofit field will be solved easily. Volunteers have very different skill sets, and 
most of them are highly educated. Since many of them come from outside the field, it 
is beneficial to learn new knowledge and expertise from other areas that inspire new 
ideas and solutions to current situations.  
Some studies have shown that many young people, however, do not always have 
good perceptions of the term “volunteer.” According to the survey done by Haski, 61 
percent of young people in the U.S. did not see the point of volunteering, and 41 
percent thought their friends would think badly of them if they volunteered (Haski, 
2010). The volunteer rate however remained steady in the past decade. It is not known 
by sociologists why people still volunteer even they hear bad comments from their 
peers. So how can nonprofit organizations change young volunteers’ perception on 
volunteering? Can a nonprofit motivate its volunteers and retain them for an extended 
period of time? What are some differences between millennial volunteers (from early 
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1980s to the early 2000s) and baby boomer volunteers (from early 1950s to 1960s) 
Nonprofit organizations should try to motivate the younger generation to become 
volunteers because nonprofit organizations will rely on them for volunteering in the 
future. A good volunteer program will be the key. The organizations’ culture should 
be supportive so that volunteers feel safe and be respected. Volunteers should be 
carefully recruited, well trained and managed in a more proper and efficient way so 
that both parties could benefit from volunteering. An effective orientation and training 
of a program's volunteers will engage participants in a way that results in volunteers' 
willingness to participate in the volunteer program for a significant period (Skoglund, 
2006). Right volunteers for the right positions will maximize the results but finding 
the right volunteers is not? an easy job for managers.  
This paper will examine two important issues: volunteer motivation and volunteer 
managers. A good volunteer program must consist of good managers who understand 
volunteers’ needs, supportive staff, a rigorous recruitment process and on the job 
training. It is hypothesized that a good volunteer program will have an impact on 
retention rate and volunteers’ incentives and thus ultimately affects volunteers’ 
commitments to the organizations. 
Though 12 depth interviews with nonprofit organizations across the U.S. and 
extensive secondary literature review, this study found both intrinsic and extrinsic 
factors that motivated volunteers. The result of this study might be used to help 
nonprofit organizations learn more about their volunteers, help them develop good 
volunteer programs and thus attract much valuable human capital in the future. 
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Research Questions 
 
1. What are some incentives to retain volunteers since they are not paid? 
2. Is it more efficient to recruit to a volunteer manager (paid position) to manage 
volunteers? 
3. What is a good volunteer program so that both parties could benefit from it? 
4. What is the relationship between altruism and volunteer’s commitment?  
5. What are some steps that nonprofit organizations should follow when recruiting 
volunteers? 
6. What is a good strategy for volunteers’ managers to retain their volunteers? 
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Literature Review 
Part I Volunteers’ motivation and commitment  
Distinction between intrinsic and extrinsic motivation: 
It is important to make a distinction between intrinsic motivation, which refers to 
doing something because it is inherently interesting or enjoyable, and extrinsic 
motivation, which refers to doing something because it leads to a separate outcome. 
(SDT; Deci & Ryan, 1985) 
Intrinsic motivation  
According to Maslow, peoples’ needs are insatiable and there can be unending 
demands. Once needs in one level are met, people will demonstrate their desire for the 
next level of needs. Maslow’s theory helps to understand different types of needs of 
people (Maslow 1943). Different from extrinsic motivation, intrinsic motivation is 
usually hard to measure yet managers have to understand it in order to motivate 
volunteers. Volunteer commitment is an important element in retaining volunteers in 
non-profit organizations, as it seems to discriminate between those who stay and those 
who leave (Griffeth et al., 2000). Volunteers have different intrinsic incentives to 
motivate themselves. Self rewarded motivation and altruism are the two terms that are 
usually discussed. Self rewarded could be extrinsic benefits that people giving to 
themselves after accomplishing tasks. Altrusim, on the other hand is defined as 
feelings and behavior that show a desire to help other people and a lack of 
selfishness(merriam-webster 2004） 
 These two words, however, are not the same thing, and managers get confused about 
them all the time. Self rewarded motivation does not always show a positive link to 
commitment but altruism increase volunteer’s commitment towards an organization 
(Chelladurai, 2006). Knowing the overall performance of an organization will help 
volunteers position themselves and select the right place where they could learn what 
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they expect to learn which in turn improve the retention rate. Intrinsic motivation was 
essential for all volunteers but it might fail to work in every situation. Volunteers 
come from different backgrounds and hold different intrinsic motivation towards the 
organizations. Without extrinsic incentives, effort is necessarily at the lowest possible 
level (Wiley, 2011); however, in the review of the literature on incentives, (Fehr& 
Falk 2002) conclude that there is no doubt that people engage in many tasks and 
activities because they enjoy them. Building teams of agents with diverse intrinsic 
motivations in which each agent specializes on his/her preferred task dimension(s) 
(i.e., a job design approach) helps to align individual motivations with overall 
objectives at the team level (Fehr& Falk, 2002).  
Much research has been done on volunteer motivation and the relationship between 
volunteer commitment to nonprofit organizations and incentives. There is a positive 
relationship between volunteer’s commitment and motivation but possible limitation 
of the study done by Lavelle  is that volunteers have other sources of motivations 
and might not directly suggest that commitment has an impact on motivation 
volunteers, for instance, may expect some intrinsic rewards from the organization 
(Lavelle, 2010). Individuals, including volunteers, are motivated to exchange their 
time and effort for the purpose of meeting their personal desires and goals (e.g. the 
opportunity of doing something worthwhile) (Thibaut and Kelley, 1959). Prosocial 
behaviors are important in study volunteer’s motivations. Altruism was found to be 
the number one motivation behind volunteers. Volunteers also care about their 
personal images when they volunteered. Social norms are crucial for volunteers and 
are potential a huge factor affecting volunteer’s decisions; whereas monetary 
motivation declines with images, issue and thus the author concluded that extrinsic 
incentives can (Carpenter, 2010).Offering such extrinsic incentives to volunteers has 
the direct effect of increasing volunteer activities; however the willingness of 
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volunteers decreased when the negative impact of incentives on the image value of 
volunteering appear so that extrinsic incentives have zero net effect on the probability 
turning out (Carpenter, 2010).  
In The Handbook of Social Psychology, C. Daniel Batson explains that prosocial 
behaviors refer to a broad range of actions intended to benefit one or more people 
other than oneself - behaviors such as helping, comforting, sharing and cooperation 
(1970s, Baston). Altruism is one aspect of what social psychologists refer to as 
prosocial behavior. Prosocial behavior refers to any action that benefits other people, 
no matter what the motive or how the giver benefits from the action. Remember, 
however, that pure altruism involves true selflessness. While all altruistic acts are 
prosocial, not all prosocial behaviors are completely altruistic. For example, we might 
help others for a variety of reasons such as guilt, obligation, duty, or even for rewards 
(Batson, 1981). The prominent role of volunteering in the nonprofit world has helped 
to motivate a variety of theoretical models of prosocial behavior over the past twenty 
years (Carpenter, 2010). “Explanations of why people supply labor seemingly for free 
have jointly and alternately considered volunteering as a consumption good, as a way 
of ensuring the provision of a public good, as a means of investing in human capital, 
as a means of gaining other extrinsic rewards, and as a manifestation of underlying 
tastes and attributes such as extroversion, altruism, or a desire to look “good” to 
others (Ziemek, 2006).  
Altruism was measured in Carpenter’s study. The study plays a role in the real-life 
decision to volunteer, and that it also is positively correlated with training hours 
(Carpenter, 2010). Volunteers want to hear back from their supervisors so that they 
know they are actually providing some help. More than 75% of volunteers think that 
feedback will be valuable if they are on time. Volunteers also think positive feedbacks 
from their supervisors will make them feel happy and are willing to volunteer in the 
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future. A small portion of volunteers, however think the other way. They do not want 
to receive feedback because they are helping organizations and should not be 
evaluated. John Stacey Adams (1965) in his Equity Theory proposes that employees 
expect equity between what they give to the organization and what they receive in 
return. If employees feel that their inputs such as efforts, commitment, loyalty, trust, 
and enthusiasm to the organization are equitably and adequately rewarded by outputs 
such as financial and non-financial benefits or incentives, they remain motivated and 
continue to provide inputs towards higher productivity. Employees get de-motivated 
due to the perceived absence of such equity (Adams 1965). 
 
Extrinsic Motivation 
The most serious problem that all nonprofit organizations are facing is the number 
of young volunteers has decreased over the past years although the overall number of 
volunteers remains constant (Bureau of Labor Statistics, 2014). Positive feedback 
does work for the younger generation as well, but they are not that effective as it 
works for the elder generation. Altruism was examined as the leading incentives for 
the young generation, and there was a positive relationship between altruism and 
volunteers. The success of altruism will differ by volunteers’ motivation and will 
affect overall performance. Reliance on young volunteers that leads to lower rates of 
retention is studied by Hager. He finds that younger generation exhibits higher 
turnover largely because of their greater life transience and a willingness to test their 
options (Hager, Mark, and Brudney. 2011). The younger generation has more 
opportunities than any other generation. According to data by Hager, more than 63% 
of volunteers from 20 to 25 have volunteered for more than three organizations. They 
have the skills and knowledge to support them switching from one job to another. The 
barrier for them is usually not an issue, and this is why young generation is harder to 
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the manager than an elder generation.  
Non-economic rewards and volunteers’ behaviors are correlated as well. Short and 
long term effects were also being studied with several social norms constraints like 
culture and peer group pressure. The positive relationship between economic rewards 
and the willingness for volunteers to donate their time and share their skills was found. 
The higher incentives are, the more volunteers are willing to contribute (Lacetera, 
Nicola, Macis, and Slonim 2014).  
It is clear that altruism is the most important factor affecting volunteer commitment, 
but itself might not be enough to retain volunteer especially young generation. Social 
image and other motivations should also be taken into account when defining 
volunteer’s incentives. According to Herzberg who has developed Two-factor 
motivation theory, individuals are not content with the satisfaction of lower-order 
needs at work; for example, those needs to be associated with minimum salary levels 
or safe and pleasant working conditions. Rather, individuals look for the gratification 
of higher-level psychological needs having to do with achievement, recognition, 
responsibility, advancement, and the nature of the work itself. This statement appears 
to parallel Maslow's theory of a need hierarchy. However, Herzberg added a new 
dimension to this theory by proposing a two-factor model of motivation, based on the 
notion that the presence of one set of job characteristics or incentives leads to worker 
satisfaction at work while another and a separate set of job characteristics leads to 
dissatisfaction at work. Thus, satisfaction and dissatisfaction are not on a continuum 
with one increasing as the other diminishes, but are independent phenomena. 
Volunteer motivation in the NGO sector is open to the same influences that affect the 
corporate workplace. The culture of an organization, its structure, leadership, vision 
and mission, and volunteer management all have a direct influence on the motivation 
of the volunteers (Frontera, 2007).  
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Part II Volunteer managers 
Almost all nonprofit organizations need help from volunteers but more than 85% of 
nonprofit organizations do not have volunteers’ managers (Art and Business Council 
of Philadelphia). Some organizations do not have the resources to recruit them and 
some do not see the point of hiring volunteers’ managers. For those organizations that 
have the ability to hire but do not do so believe that it is not necessary to have 
volunteers’ managers. They do not see the point of hiring extra labor to manage 
volunteers. The employees are enough to guide, assign tasks and train volunteers. 
Most nonprofit organizations want to put more effort on fundraising and achieve their 
mission. Actually, volunteers’ managers are important in nonprofit organizations. 
They are the key to motivate and retain volunteers. Volunteer’s manager should 
design an incentive package which could motivate volunteers thus reducing the 
turnover rate. Volunteers’ managers play an important role in motivating volunteers 
and an indispensable factor towards a successful volunteer program. Some managers 
recruit volunteers through a rigorous process while others do not. Two groups of 
nonprofit organizations have been identified and labeled as nature and nurture by 
Hager (Hager, Mark, and Brudney. 2011). “Nature” is an organization that has 
difficulties in recruiting volunteers due to the nature of the organization such as lack 
of organizational structures such as volunteer’s managers. While “Nurture” was 
defined as an organization has the abilities to recruit but they fail in organization’s 
culture, volunteer’s managers or other staff support for the organizations. Hager et 
al’s study shows how important volunteers’ managers are in retaining volunteers. The 
increasing scale of intensiveness of volunteer usage in an organization helps to 
attenuate recruitment problems. (Hager, Mark, and Brudney. 2011). Within a more 
Nurture organizations, volunteers’ managers should try to change public perspective 
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towards volunteers and try to create an environment where volunteers feel that they 
are valued and needed by the organizations so that they will raise their commitment 
towards organizations that they are working for. A good volunteer program does, 
however require a lot of effort and input. Some managers spend years on those 
programs because they want to make them perfect. On the job training is one of those 
problems that cost both time and money. On the job training usually costs a lot for a 
small nonprofit organization because it usually takes several months before volunteers 
become familiar with their tasks. Assigned employees, often other volunteers also 
spend their time with new volunteers to train them. When volunteers are leaving the 
organizations in a short period of time when they find out it is not the right place for 
them, not only does finding new proper volunteers cost time and money, but also 
orientation, training tie up a huge amount of resources. Volunteer managers want to 
minimize the cost by reducing the turnover rate. According to the study by Rapone, it 
takes approximately 1.5 times longer to train volunteers who are less educated. The 
data in the study by Rapone also shows a tendency that young people learn things 
faster than elder volunteers. Volunteers should think about it when recruiting 
volunteers. A good and effective volunteers’ manager is good at managing people 
who have different needs and come from different backgrounds. Supervisory skills are 
important to every volunteer manager and good communications are keys as well 
(Rapone 1986). Recruiting, interviewing, placing and training volunteers are all tasks 
that managers should think through before they recruit any volunteer. Doing each of 
the tasks above might not be that hard for a manager but putting things together and 
manage them in a proper way is what managers should think about all the time.  
The typical manager of volunteers has a broad spectrum of responsibilities (Rapone 
1986). Many volunteer’s managers were often volunteers themselves so that they have 
a better understanding of volunteers from a volunteer point of view. Understanding 
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volunteers’ motivations and use them to motivate volunteers is the first thing and 
most important that managers need to know. Only a small portion of nonprofit 
organizations actually have a volunteer manager. Effective managers are even less. 
There are some literatures available in the field explaining roles of volunteer’s 
managers but still few of nonprofit organization has figure out how to implement 
these theories in real-world situations.  
This theory suggests that to improve job attitudes and productivity, managers must 
recognize and attend to both sets of characteristics and not assume that an increase in 
satisfaction leads to decrease in unpleasurable dissatisfaction. Volunteers are not paid 
but other external factor, like the working environment and culture might still have an 
impact on volunteers’ motivation. Managers should make sure that they eliminate all 
factors that might cause dissatisfaction.   
The Theory Y assumptions (Douglas McGregor, 1960) about people and their work 
created space for bringing in an environment where they can feel motivated to 
perform at their best Employee motivation often depends on the style of the managers. 
The managers with Theory X assumptions are characterized by certain traits, e.g. they 
do not appear to promote development, and create a restraining culture. Employees 
hardly get any motivation under such leadership. The managers with Theory Y 
assumptions practice a different style creating an environment that motivates 
employees and encourages them to learn. They believe in achieving accountability 
among the employees by enabling them and giving them responsibility. Employees 
feel more motivated while working with such managers. Hygiene factor is defined by 
Herzberg as dissatisfied factor using the term hygiene in the sense that they are 
considered maintenance factors that are necessary to avoid dissatisfaction, but that by 
themselves do not provide satisfaction (Herzberg, 1950). Herzberg suggests that if the 
needs related to the Hygiene Factors are not met, employees get de-motivated. If 
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those needs are met, the effect on the employee motivation is limited. The Motivators 
are associated with long-term positive impact in job performance while the factors 
consistently produce only short-term changes in work attitudes and performance, 
which quickly fall back to their previous levels (Herzberg 1950s). 
 
 
Research design and Methodology 
The interviewer selected six nonprofit organizations across the United States. In 
every organization, a volunteer representative and a manager were interviewed to get 
useful information from both parties. Volunteer representatives were carefully 
selected. Representatives should have worked in the organizations for than one year 
so that they understand the organizational culture. Six volunteers’ managers were 
interviewed from these organizations. The questions for the managers were different 
from those for volunteers’ representative. The question for managers focused more on 
volunteer programs and what are some methods to retain and motivate their 
volunteers. All managers were extremely helpful and shared their data and 
understanding towards the current situation in their organizations. Overall, 12 
interviews were done within 40 days, in October and November 2015. The questions 
for those two categories were different. For representatives, questions like what are 
some reasons for you to volunteer? What are some benefits you are looking for by 
volunteering? For volunteer managers, the questions were: what characteristics are 
you looking for from volunteers? From your perspective, what is the best way to 
motivate volunteers?  
To make sure that the selected six organizations are good samples of nonprofit 
organizations across the United States, arts museums, science museums, orchestras, 
and public arts institute were selected. The organizations were not limit to only 
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Greater Philadelphia Area. Nonprofit organizations in New York City were also 
studied over phone and email communication. By contacting the Arts and Business 
Council of Philadelphia, Mural Arts Program, Franklin Institute and The Philadelphia 
Orchestra, Fringe Arts were chosen as the four nonprofit organizations studied in 
Philadelphia. All those four organizations have good volunteers programs according 
to data given by the Council.  
 A more structured interview helped to understand better the situation and to go 
through the interview more smoothly. The research methods are more qualitative than 
quantitative because no survey was done in the thesis due to the lack of money and 
time and also the response rate is always very low.  
Five of out six volunteers’ representatives are around 28 years old. One is over 40 
years old. All of them have been volunteering for the same organizations for over one 
year, so they have a comprehensive understanding of the volunteer programs. Each 
interview took about an hour. Four interviews with organizations in Philadelphia were 
done by face to face, and the other two, which are located in New York City, were 
done via phone and email. All interviews were recorded for future analysis. Though 
there was not a strict format for the interview, each interviewee was asked similar 
questions. The interviews encouraged interviewees to speak freely what they thought 
about volunteers and why they volunteer.  
New York City and Philadelphia are the most important cultural area in the United 
States: over 60% of the nonprofit organizations in the U.S. have their venues locate in 
the two cities. Museum of Modern Art and Metropolitan museums in New York City 
were selected carefully by examining their volunteer programs, the number of 
volunteers and extensive secondary research. Both visual arts and performing arts 
organizations are covered in the interviews to make sure this study includes a majority 
of the types of nonprofit arts and cultural organizations.  
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Limitations 
There are four main limitations of this study. The first one is that the number of 
nonprofit organizations being studied is limited. Only six organizations, 12 people 
were interviewed. Though they are located throughout the United States, it is hard to 
conclude that all organizations are the same base on these small samples. No 
nonprofit organizations in small cities and towns were included.  
The second limitation is that there is limit quantitative data available to support this 
study. Mural Arts and MOMA provided some valuable data to support the statement, 
but they are not enough. Other organizations were not willing to share their data with 
me, and two of them even do not have data available. Interviews are more qualitative 
than quantitative. Readers of this study might find this not appealing because of the 
lack of data to back up statements and findings.  
The third limitation of this study is that organizations are all different from each 
other. It is hard to find a general statement that concludes every nonprofit 
organization. A good volunteer program or a good volunteer manager that works for 
one nonprofit might not work for the other. Since only about six organizations were 
studied, it is very hard to get a well-rounded view of volunteer management. A phone 
interview also made the interviews less efficient than a face-to-face interview but 
since money and time are limited it is impossible to go to other areas, like Chicago 
and Los Angeles for interviews.  
The final limitation is that selection of the nonprofit organizations might be biased 
because it is impossible to go to every organization comparing their programs and 
select the best ones. Some selections are based on word of mouth and online research. 
Survey is a good method to find out the correlation, but since the time and money are 
limited, it is not possible to include a survey in this study. Some illustrations like 
graphs that reader could understand easily will not be included in the thesis. 
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Interview Findings and Discussions  
The top three answers to the question what is the leading reason for you to volunteer?  
1.    Learn skills that would help in future career and daily life 
2.    Gain experience that might be useful when finding jobs in nonprofit world 
3.    Feel happy when helping others 
The top two reasons are extrinsic benefits that volunteers are looking for and the 
third reason is the intrinsic reason. All of the volunteer representatives said that they 
feel happy and satisfied and it was one of the leading reasons for them to volunteer. 
At the same time they thought the pleasure brought by altruism was not enough for 
many volunteers, especially young volunteers who have just graduated from college 
and are seeking jobs in the nonprofit field. The proportion of young volunteers in 
nonprofit organizations increases every year and it has replaced the baby boomer to 
become the largest age group volunteering.   
   
Part I Learn Useful Skills and Gain Experience 
According to data provided by Mural Arts, more than 60% of the volunteers are 
people who are under age 30. 45% of that 60% are students who just graduated from 
college within a year. All volunteers have done volunteering before coming to Mural 
Arts. Although other organizations did not collect the age of their volunteers, all other 
five representatives said it was pretty much true for their organizations as well. They 
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have a lot of free time and would like to gain experience that might be useful for their 
future career development while actively seeking for jobs. The volunteer 
representative from the Philadelphia Orchestra said, “I thought most of my 
co-workers including me are very practical.” They are not willing to devote their time 
to the organizations without any sort of external benefits. Of course external benefits 
are not money. If they cannot find any benefit they will leave soon. Volunteers all 
know nonprofit organizations really pay attention to their volunteer experience during 
the recruiting stage when they are trying to find jobs in the nonprofit field. Potential 
employees who are willing to work in nonprofit in the future will definitely looking 
for volunteer opportunities that they can put it on resumes. The other representatives 
talked about the same thing; they thought altruism is still one of the main motivations 
for all age groups, but those young volunteers want to gain experience and learn skills 
to be competitive.  
Many nonprofit and for-profit organizations share resources. Volunteers could learn 
skills from volunteering and those could be used in the future. If they decide not to 
work in the nonprofit world they can still carry the knowledge and experiences of 
them. One volunteer said: “When I was volunteering, my supervisors taught me how 
to use Patron Manager, a patron management software that is cheap and easy to use. 
Most of nonprofit organizations have switched to this software. I learned it pretty 
quick and became a master, of it so I put this skill on my resume. When I was doing 
interviews with another organization and they saw I can use patron managers, they 
hired me immediately because they were looking for people who can use this software. 
They even let me teach other employees.” Volunteers can learn a lot from 
volunteering if they choose the right organizations to volunteer for and these skills 
could be a bonus in the future.   
Age difference between volunteers and volunteer representatives is one of the 
24 
 
reasons to explain why baby boomer and millennial volunteers think differently. Baby 
boomer volunteers are over 40 years old and they have been working for many years. 
Unlike younger volunteers who might pay more attention to their external benefits 
and competitiveness in professional career, elder volunteers have already experienced 
this stage and they care more about their images, self achievement and what they 
could do for society. Many Millennial volunteers do not have same strong 
commitment to their organizations compared to baby boomers. Commitment is 
actually an important factor to keep volunteer motivated but as the commitment get 
weaker and volunteers change their jobs all the same, it is kind of difficult to keep 
volunteers in the same place for a long time. Another factor that explains why 
millennial volunteers frequently change their working place is they are more 
knowledgeable and adoptable to new technology. Nowadays most of volunteers are 
highly educated and they have the skills and abilities to move from one position to 
another with fewer barriers. Many organizations are linked and shared the same 
resources. Volunteers will not experience too many difficult from one position to 
another. In the past, it was hard to do so because the costs of switching are too high. 
Millennial volunteers grow up with technology and they learn and accept new things 
faster. In the past learning a new skill might prevent many people moving around but 
with the development of technology millennial have fewer barriers. “It is the reality 
that people think differently and we have to accept it and should find out other ways 
to motivate volunteers,” said Lisa volunteer coordinator from Mural Arts. Also 
volunteers are highly educated nowadays which the good news is for us because we 
don’t need to spend too much time on training. They are many capable volunteers out 
there that we could work with. All volunteers’ representatives said that they love to 
have volunteer from every generation. Actually many young volunteers like to work 
with volunteers who are older than them. Young volunteers think they can learn a lot 
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from elder volunteers and since young volunteers have not yet built networks as 
strong as elder volunteers do who might be volunteering for many years young 
volunteers will take this opportunity to meet with more people to build their social 
networking. 
 
Part II Feel Happy When Helping Others 
Pleasure that volunteers feel by volunteering is an important reason to explain why 
people choose to volunteer. Managers should understand the nature of volunteering to 
motivate volunteers. All volunteers’ representatives said they received help from 
other volunteers before when they first entered the organizations. They think giving 
help to others will make them feel happy. When they hear thank you from their 
supervisors and co-workers, they thought that they are needed by others and valuable 
to others. The pyramid below is the summary of Maslow Hierarchy of Needs.  
 
 
Maslow only defined five stages of human’s need; however there is another stage 
higher than self-actualization in the field in recent years agreed by most of the 
sociologists. Transcendence: helping others has been defined as the highest needs that 
human beings are pursuing. Sociologists believe that helping others is the ultimate 
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goals that everyone is willing to do (Morrissey, 2007). When all other needs are 
fulfilled, and volunteers could feel happy by helping others, they do not need to be 
motivated by any external factors. Altruism is one aspect of what social psychologists 
refer to as prosocial behavior. One of the reasons that volunteers might leave could 
because of the lower level needs are not fulfilled. Maslow said that all lower level 
demands to be actualized so that one could achieve the final stage. If basic needs like 
money or social status are not met at the same time, volunteers might not feel the 
happiness of helping others. Not so many volunteers have reached the higher 
transcendence stage. They are not seeking any extrinsic benefits but fulfilling needs 
that deep inside. Most volunteers’ representative that had been interviewed said that 
they have not yet achieved this stage. They are working for extrinsic needs like social 
status, self-esteem, experiences and rewards besides money.  
 
                       Part III Why Do Volunteers Leave?  
One of the reasons why volunteers leave is that they cannot learn useful skills from 
volunteering, or they cannot use their skills to help. Many volunteers are doing very 
simple tasks that will not benefit them so that they decide not to volunteer. One of 
volunteer managers said, “I noticed this problem and tried to assign challenging tasks 
to volunteers but not every volunteer are capable. I also do not know when they are 
leaving. Many large projects require at least 6 to 9 months in completing. If 
volunteers leave in the middle, it will be a big loss for us. New volunteers will not be 
able to pick it up right away.” 
Answering phone, manage social media, distributing flyers and data input are the 
top three tasks that volunteers do at the Philadelphia Orchestra. These three tasks are 
all mentioned by six volunteers’ managers when asking them what tasks do volunteers 
always do in your organizations. Data input and distributing flyers are very boring for 
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many volunteers. They can do it for a short period but if they are asked to continue 
these tasks for a month or two they will ask to do something else. They did not gain 
skills or valuable experiences from volunteering. When the tasks are too easy, and 
volunteers feel that they are not challenged, they are more likely to leave because they 
do not feel their values have been fulfilled, and their work is necessary for their 
organizations. Many organizations now try to use job rotation to motivate volunteers. 
Job rotation is to provide volunteers opportunities to be involved in a big project and 
take more responsibilities. They play critical roles in teamwork, and their skills and 
knowledge will be used during the project. A volunteer from Mural Arts was 
responsible for creating a curriculum guide for kids under 12 years old. The project 
took the team six months to complete, and the volunteer was in the team from the 
beginning to the end: “I was a graphic designer, so I was responsible for designing a 
beautiful deliverable package to kids and their parents. I played an important role in 
that project. I was happy that I was being challenged during that project. Our time was 
limited, but we finally finished it. I was pleased to see that Mural Arts gave me such 
an important task to do.” 
  Volunteers also work in different departments, or different positions so that they 
could learn more things. Fringe Arts volunteer program is doing the same thing. Many 
volunteers from Fringe Arts think their jobs are full of surprises. They do not know 
what they are going to next week, and this expectation keeps them stay. One of the 
volunteer representatives shared her experiences. Before she volunteered for Fringe 
Arts, she volunteered for a small nonprofit organization in Philadelphia. The tasks 
assign to her is data input. Every day she did the same thing, creating files for its 
patrons and entering contact information. She did it for three months and found it was 
neither interesting nor helpful at all. She asked her supervisor if she could assign her a 
different task but her supervisor did not trust her because she was there for only three 
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months. “My supervisor did not believe that I have the abilities to take more 
challenged tasks. It was the worst volunteering experience that I have ever had; this 
volunteering is pointless, and I did not put it on my resume. I think my supervisor 
thought it was not worthy to get a full-time employee doing data input. She only 
wanted to find a free labor help her to do it without considering volunteers.”  
Volunteers have done many different roles in Fringe Arts, and they found it was 
interesting to work at various positions. “I have worked with development department, 
administrative office, and marketing during my volunteer at Fringe Arts. I can learn 
different things in a different department. I like to meet new people and make friends 
with them.” The social network is critical in nonprofit world; building relationship 
with more people will give volunteers more opportunities. Other volunteers’ 
representative also said the same thing that job rotation is very effective in motivating 
volunteers. Volunteers can communicate with their supervisors about where they 
would like to go. “After I had finished one month with development co-workers, I felt 
tired, so I talked to my supervisors if he could find me a position with less intense. He 
brought me to the marketing department and let me responsible for managing social 
media and CRM. The position is much more relaxed.” said Zoe, a volunteer from the 
Metropolitan Museum.   
All six volunteers’ representatives said that they would like to do challenging tasks 
instead of simple and boring tasks. Although they understand that someone has to be 
responsible for those simple tasks, when they have done these for more than three 
months, they begin to think about switching to other positions. For some volunteers, it 
is true that they prefer to take fewer responsibilities and take a comfortable position. 
When they involved in tasks that required more time, specialized skills and effort, 
some those volunteers might feel stressful. For most of volunteers, however, would 
like to challenge themselves. One of the representatives said that when she first 
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volunteered for MOMA, she was responsible along with others for exhibition 
planning that was one of the most significant and influential exhibitions in that year. 
“I could only sleep for three hours a day. In the beginning, I feel extremely stressful, 
anxious and thought about switching to an easier position. My supervisor told me that 
it was an excellent opportunity to challenge myself and learn things that I might not 
able to know in other position, so I insisted. After two months, when I saw the 
opening of the exhibition, I felt that all my efforts were worth it. My effort was valued 
by my co-workers and at the time when I saw they smiled and said thank you to me I 
suddenly realized that helping others was so happy. Since then I have been 
volunteering for MOMA for more than five years.” Some volunteers are not willing to 
take such a position and only want to work for easier positions.   
 
 
 
 
Volunteer Managers  
Six volunteers’ managers were interviewed, one from each organization. All six 
organizations have good volunteer programs so it is interesting to learn if there are 
some common characteristics within those organizations. Unlike volunteers’ 
representatives, managers get paid. All six managers were volunteers for many years 
in the organizations before they became managers. They have a well-rounded 
understanding towards their organizations. When asking them what some important 
factors in volunteer management are, they all mentioned two things.   
1.    Recruit the right people 
2.    Motivation is the key 
Part I Recruiting process 
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According to data provided by MOMA, more than 78% of volunteers leave 
MOMA after volunteering for 12 months. During the summer time when MOMA 
holds its annual museum festival, MOMA will recruit more volunteers and they leave 
even sooner. Most of the volunteers leave after the exhibition is over. “I know it is 
high rate, but compared to other smaller scale nonprofit organizations, MOMA’s 
number is a good number. As far as I know, over 85% volunteers left in other small 
museums last year” said the manager from MOMA. Young volunteers are the main 
groups that all organizations are looking for and competing for. Managers from 
MOMA mentioned that they all want young volunteers because they are more 
efficient but at the same time it is much harder to motivate them because they expect 
more from volunteering experience. Recruiting the right people is the number one 
factor affecting volunteer turnover rate considered by all six managers. They believe 
that bringing the right people will lower the turnover rate. All volunteers’ managers 
agreed that interviews are the most efficient way to know volunteers. All six 
organizations have interviews with their volunteers. The process, however, is not all 
very strict and varies from organizations to organizations. Volunteer interviews are 
done differently from ordinary interviews in four organizations out of six: 
“Volunteers are not paid and they are here to help you, we appreciate their effort and 
time so it is very hard to be strict with them in the interview,” a manager from the 
Philadelphia Orchestra said. On the other hand Fringe Arts’ volunteer program has a 
more rigorous process. Volunteers’ manager and one volunteer conduct the interview. 
The process is about 45 minutes to 60 minutes, which is quite long compared with 
other interviews. “We want to find the right people. Most of volunteers are students in 
Drexel and UPenn, we understand that they want more experiences and want to learn 
knowledge and skills. Fringe Arts has a lot of volunteer positions and we want 
volunteers to experience all possible positions and find the best suitable position” said 
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Mary from Fringe Arts.  
Many organizations only think about what volunteers could bring to their 
organizations but ignore what they could bring to volunteers. As mentioned before, 
young volunteers are more motivated by extrinsic factors. Altruism itself will not be 
enough motivate volunteers: “We want to create a win-win situation and both parties 
expect to benefit from volunteering process,” said the volunteer manager from Fringe 
Arts. Fringe Arts considers the benefit from volunteers’ point of view. They 
understand them more and could give them what they expect. Statistically, only 
around 50% of volunteers leave in Fringe Arts, which is a lot lower compared with 
most nonprofit organizations’ number.  
“We do not need a large number of volunteers but we are looking for quality 
volunteers who are capable of doing multiple and challenging tasks. Sometimes an 
interview is not enough to know volunteers but we do not have time and resource to 
do another round of interview. Fringe Arts is well known for its volunteer programs 
and thus we have a wide range volunteers to choose from.” Sometimes it is much 
easier for large nonprofit organizations to find volunteers because volunteers are more 
willing to work for those big organizations. Volunteer representative from 
Philadelphia Orchestra said the reason why I chose Philadelphia Orchestra was it is a 
huge nonprofit organization. “Not only do those big organizations have better 
programs for volunteers, but also everybody knows them and thus I can put this 
experience on my resume” said a representative from Philadelphia Orchestra. Many 
young volunteers care about if this volunteer experience can be written into their 
resumes. They know when looking for jobs in nonprofit field, volunteering experience 
are very important. Managers from Philadelphia Orchestra said that they do care 
about volunteer experience when hiring people. The resume is the first thing we know 
about our interviewees and the resume could tell us many different things. If they 
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volunteered for Philadelphia Orchestra before, we are more likely to recruit them 
because they already know our culture and ways of doing things. Our volunteer 
programs and paid position are not entirely unrelated. We will keep some volunteers 
and hire them if we find that they are very capable.  
   
Chapter 2 
What makes volunteers programs successful? 
Part I Evaluation 
All volunteers’ managers agreed that evaluation is also an important factor 
affecting the success of programs but through 6 interviews, only Fringe Arts has a 
formal evaluation for volunteers. Mary, manager of Fringe Arts said that evaluation is 
very important. “We have a 360 degree evaluation system for our volunteers. We use 
it as the same as our formal employees. 360 degree evaluation allows us to have a 
well rounded understand towards every single volunteer. We monitor all performance 
form them and be able to give timely advices. It is both money and time consuming 
but if volunteers leave and we have to recruit another one, which is more time 
consuming. By seeing the result from the evaluation we can figure out if the 
volunteers are doing their work and if they are in right position. If we find the result is 
not good, we usually assume that this place is not suitable for this particular employee, 
and we will offer them other positions. If they still perform not well enough, we will 
know that these volunteers are not appropriate for our organizations so we will not 
renew their tenure.” Evaluation allows 2-way communication between volunteers and 
volunteers’ managers. “We believe that volunteers are valuable resources for Fringe 
Arts, and we can learn a lot from them.” 2-way communication motivates volunteers 
as well. Volunteers could say what they think about this program, organizations and 
can give suggestions that might be implemented in the future. When they feel that 
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they are being valued especially when they see their suggestions and ideas are used by 
other, they feel more confident. Fringe Arts said that they do not think employees and 
volunteers are separate group. “We consider them the same, so we use the same 
evaluation for regular employees and volunteers.” The other five organizations, in 
contrast do not have formal evaluations for their volunteers; some may have a simple 
one, but they are not followed strictly. Other volunteer’s managers do agree that 
assessment is somewhat important, but they do not have extra resources to analyze. 
Managers from the Met wrote in the email that he thought analyzing the data is one of 
the biggest barriers for them to do volunteers’ evaluations. The Met is in a changing 
phase, including organizational cultures and outside polices: “We need to do a lot to 
be responsive, and we do not have time right now to bring in a formal evaluation 
system.” He, however, says if they get settled, he will implement the evaluation. The 
only left manager does not think it is necessary to do a volunteer evaluation is from 
Franklin Institue. Mark thinks that most volunteers do not want to have an evaluation. 
He talked to many volunteers before asking them if they like their performances 
evaluated. Most of the volunteers said no. “I think those volunteers were never 
evaluated before, so they did not see the point.” From my opinion, volunteers are here 
to help our organizations and we should not evaluate them because sometimes we 
might give them negative feedback. One of volunteer representatives said many large 
nonprofit organizations can do the evaluation because they have a large number of 
volunteers available. When they find one volunteer is not suitable, they can always 
get another one to replace him/her. This is however not usually the case for many 
small nonprofit. Many of them are struggling to find volunteers. They will not 
evaluate them and ask volunteers to leave when there are no other available to them.   
 
Part II On the Job Training 
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On the job training is critical and is an effective way for volunteers’ managers to 
motivate volunteers. Training is an investment volunteer managers make in their work 
force. When organizations offer training and education to their volunteers, they 
indicate that they value their people and the contributions they make. They also send a 
message that the organization values progress -- both in organizational achievements 
as well in the careers of its people. Naturally, this creates attachment, loyalty, and 
enthusiasm among volunteers (Feigenbaum 2010). All six managers said that they had 
some on the job training to ensure that volunteers understand their roles and tasks. All 
six representatives agree that on the job training is a good method to get volunteers 
familiar with their working environment, colleagues, and expectations from the senior 
supervisors, and they had received similar training when they first entered the 
organizations. Every organization has its way to train its volunteers. Some positions 
do not require much time, but some posts need a lot of time and effort. 
Representatives from the Philadelphia Orchestra mentioned that the organization has a 
unique patron managements system that required all employees and volunteers who 
work in the office to learn. The system is very different from any system outside so on 
the job training is essential for volunteers. During the first week, volunteers get 
together and are trained by specialists from Philadelphia Orchestra. After the training, 
they can return to their assigned positions. Volunteers think this training session is 
very helpful. It will have cost volunteers’ a lot of efforts if they have to explore the 
system themselves. When they return to their positions and encounter problems, they 
can directly ask their co-workers or supervisors. Most managers assign easy tasks to 
volunteers during the first several days to allow volunteers to be familiar with cultures 
and atmosphere in the organizations.  
 
Part III Fulfilling Volunteers’ Needs 
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Most managers said that volunteers know what they want to do in our organizations. 
“We will assign them to their applied position. Sometimes some positions are very 
competitive. Many volunteers want the same position. In this situation, we have to 
assign some volunteers to other positions. We understand that right positions are what 
they are looking for and will motivate them but it is very hard for us. Working in the 
development group is many volunteers want when applying at Fringe Arts. Every 
term, we only need 2 volunteers for that position but over 50 candidates are waiting. 
We want to keep every suitable volunteer so we have to assign them to other 
departments” said Mary from Fringe Arts. Managing social media accounts and data 
input both need help from volunteers. Volunteers tend to leave sooner in these two 
positions based on our data. Over 85% of volunteers in development department do 
not want to leave their jobs after 6 months. They said that they learned a lot from this 
experience and are willing to volunteer in the future. Compared to those volunteers, 
more than half of volunteers who are responsible for managing social media said that 
this experience is not what they expected. Many volunteers still said they would like 
to volunteer in the future but not doing the same job. Some even said that they would 
not volunteer in the future. Volunteers, especially younger volunteers like to do 
challenging tasks. They think they have the ability to do higher level tasks. Simple 
and boring tasks will not be enough to motivate them. It is always a hard task for 
volunteer managers to assign the right position to right volunteers. Even they know it 
is not the right place they will have to do so. This problem is minimized in Fringe 
Arts volunteers program because managers in Fringe Arts provide volunteers the 
opportunities to explore as many roles as possible during their volunteering time. “We 
believe that every single volunteer is capable of doing multiple tasks” said Mary from 
Fringe Arts.  
Volunteer have different needs and it is important for managers to find out those 
36 
 
needs. Many volunteers’ managers use volunteers as free labor. They do not spend 
enough time on volunteers to think what they actually need and how I can use these 
needs to motivate them. 6 managers being interviewed said that they care about their 
volunteers’ needs. All 6 managers said that they will ask volunteers what they want 
from this volunteer experience. Some volunteers who we interviewed mentioned that 
they would like to work for us in the future. They are taking this volunteering 
experience to find out if our organizations are the right place for them. They also 
mentioned that they are more likely to be hired if they performed well. Managers 
from MOMA and Getty museum said in the interview that they would like to find 
potential employees from good volunteers. Based on the data done by MOMA, 
volunteers are looking for opportunities to stay in the organization when they 
volunteer time is over. More than 78% of volunteers search online looking for the 
statement that good volunteers will have the chances to be hired as formal employees. 
As mentioned above, younger volunteers are looking for extrinsic benefits as they 
volunteering. If they could get a job and in the same organization that they 
volunteered, they are more willing to volunteer and their performances will be much 
better. Both managers said that they just came up this idea and not implement it yet. 
We have to communicate with human resource department as well. We cannot decide 
if they leave or stay by ourselves but if we recommend volunteers to our human 
resources staff, they will consider them and volunteers are more likely to be hired. We 
have learned from interviews that some volunteers have specific needs. I just 
interviewed one volunteer who have just graduate. She told me that she wanted 
practice her grant writing skills and asked me if I could put her in the development 
department. I read her writings and found out that she was a good writer so I put her 
in that group with 2 good writers. When I met her in the office later, she told me that 
she has learned a lot from her co-workers. I was happy as well when I saw her could 
37 
 
really learn what she wants to get. Fulfilling volunteers’ needs are not very easy 
especially for those who have specific needs. She has an excellent writing skill that is 
why I could assign her there but if I found she is not the right person for that position 
I will have to ask her to do something else. For other volunteers who do not have 
particular needs, we need to read their resume very carefully and by combining their 
interviews we will decide what they are going to do. The review process usually takes 
about 3 weeks. We know it is a long time but we want to make sure that we 
understand every volunteer.  
“We think our roles as volunteers’ managers are very important. Many volunteers 
who just graduate from college do not have their career goals set up. They do not 
know what person they want to be in the future. We need to guide them and let them 
experience the happiness of helping others and help them find their values to our 
society. We want to make this volunteer experiences great so that volunteering could 
become a habits for those young people.”  
 
 
Conclusion  
Overall Fringe Arts has the best volunteer programs among all the organizations 
that were interviewed. Fringe Arts has a strict interview process to select the most 
suitable volunteers so that they can maximize their experiences at Fringe Arts. Also 
Fringe Arts enables volunteers to work in different department where they will learn 
different skills and meet different people. A changing working environment motivates 
volunteers because they can expect what they are going to do tomorrow. Through 
interviews and secondary data provided by the interviewed organizations, this study 
has discovered some important findings in volunteer management. By reading this 
thesis, most nonprofit organizations will be able to understand better their volunteers 
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and gain some insights that can be implemented in their organizations in the future.   
Volunteers can be extremely helpful to nonprofit organizations. Although the 
number of volunteers remains the same, every year developing young volunteers is 
still the number one task for volunteers’ managers. Based on the 12 interviews done 
with volunteers and volunteers’ managers, all agree that volunteers are necessary and 
valuable resources to their organizations. Young, Millennial volunteers are the 
primary group that organizations are competing for, and they pay more attention to 
extrinsic benefits that they could get from volunteering. Learning a new skill, getting 
more experience in the nonprofit field and social networking are all external benefits 
that volunteers are looking for. Fulfilling these needs require managers’ efforts and 
time to develop. Intrinsic benefits at the same time are also important in motivating 
volunteers. Managers should combine both internal and external motivators to 
motivate volunteers.  
Volunteers’ managers are important in many different aspects motivating 
volunteers and maximizing benefits that volunteers could bring to the organizations. 
Retaining volunteers is a difficult task for managers. Many volunteers are still on their 
way figuring out their future career goals. Managers are indispensable resources to 
guide volunteers and help them experience what expected from volunteering. It is 
important for managers to create good memories for volunteers so that they can 
continue their Volunteers’ manager might be good for some organizations, but it is 
not necessary for all the organizations to have one. Some small nonprofit 
organizations have limited budgets and therefore cannot afford to hire volunteers’ 
managers. A supportive culture and general managers or staffs who take care of 
volunteers might also lead to conductive results. Developing a well-designed 
volunteer program is not very simple and might cost a lot of time and resources for 
many small nonprofit organizations but it worth to invest. 
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